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1.b.

1.c.

1.d.

1.e.

Implement recommendation numbers 1, 9, 12, 14, 15, 16, and 17 to the
extent that the recommendations only affect healthcare workforce job
positions and classifications that are unique to the three Health
Departments;

In place of adopting recommendation 19 as written in the memo:

1. Direct AHI to work with representatives assigned by the Directors
of DHS, DMH, and DPH to report back to the Board in writing in
90 days with an alternative proposal for providing education and
staff development on the topics that comprise the County's
current Board-mandated training programs;

2. Direct the Director of DHR, the CEO, and the Directors of any
other relevant County Departments to develop a process for new
mandated trainings that takes into account the Health
Departments' critical staffing needs and incorporates feedback
from the Health Departments on how such trainings can be best
contextualized in a healthcare setting.

Report back in writing in 60 days on options to:

Beyond the specific recommendations to be adopted in full as noted
above, streamline the existing CEO, and departmental DHR, DMH, DPH
and DHS process for actions related to the recruitment, hiring, and
allocation of Health Department positions (including both healthcare and
non-healthcare classifications) to ensure an expedient, consistent and
equitable hiring process. These streamlined options should also apply
to reorganization requests and should include suggested reasonable
timelines by which requests are deemed automatically approved if not
acted upon after a set number of days. The report back should include,
for the Board’s consideration, a discussion of any concerns raised
regarding the streamlining options; and

Regularly monitor the fiscal impact, if any, of Directives 1 (a) and 1 (b)
above to ensure fiscal integrity is maintained.

Identify the amount of funding needed and classifications targeted to
adequately implement the above directives, including expansion of the
County’s Preparing Los Angeles for County Employment program as well as
educational tuition reimbursement, bonus, and loan forgiveness programs.

Review the work of the County’s Fair Chance Task Force to identify whether
the application of the nexus assessment is leading to a hiring backlog and lack
of advancement opportunities in critical vacancies.

Report back in writing in 60 days on status, and update the Board quarterly
thereafter, on progress and status.
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On June 7, 2022, AHI received a 45-day extension for the 60-day report back to the Board
with a new submission date of August 2, 2022.

SUMMARY OF PROGRESS TO DATE

The Health Departments asked AHI to coordinate the implementation efforts for a subset
of the recommendations in this Board motion to accelerate and streamline recruitment
and hiring. DHS will coordinate implementation efforts for the remaining set of
recommendations.

AHI facilitated discussions with the Health Departments, CEO, and DHR to generate an
implementation plan for achieving the recommendations primarily outlined in
Directive 1 (a) (i) of the Board motion that are being led by AHI (see Attachment A). The
implementation plan identifies the major steps necessary for accomplishing each of the
recommendations, thus creating a roadmap for instituting changes that will facilitate and
expedite recruitment and hiring at the Health Departments.

As part of the process to develop the implementation plan, recommendations from the
previous report to the Board were grouped into three categories:

e Financial Incentives;
e Streamlining Hiring Processes and Civil Service Rules; and

e Class Specifications and List Management.

Each category reflects a distinct workgroup that will be comprised of a core set of subject
matter experts from the Health Departments, CEO and DHR. The workgroups will seek
consultation from County Counsel, labor partners, and other relevant stakeholders, as
needed.

In August 2022, AHI will convene two workgroups: Streamlining Hiring Processes and
Civil Service Rules, and Class Specifications and List Management. Later in 2022, AHI
will launch the third workgroup focused on Financial Incentives. The general timeframe
the workgroups are aiming for is to achieve the recommendations in the next twelve
months, by August 2023. Some recommendations may be completed sooner.

The Department of Economic Opportunity, WERC, and the Regional Consortium of Los
Angeles County Community Colleges are also named in this motion. AHI, the Health
Departments, and CEO will collaborate with these stakeholders on Directive 2 that DHR
and the Department of Economic Opportunity are leading as well as on Directive 1(c),
specifically as it relates to expansion of the County’s Preparing Los Angeles for County
Employment (PLACE) program.



Board of Supervisors
August 2, 2022
Page 4

Regarding the recommendations that DHS will coordinate, DHS staff have facilitated
discussions with DPH and DMH, and the Health Departments have completed the work
to identify health-specific classifications. These classifications will serve as the foundation
to implementing the Board Directive 1 (a) (ii) for the healthcare workforce job positions
and classifications that are unique to the Health Departments.

DHS plans to present these classifications to the CEO by August 1, 2022, with the goal
of a collective review by August 15, 2022 that is sensitive to the Board directive for an
implementation plan that affects only healthcare workforce job positions. The Health
Departments are on target to revamp current departmental procedures which will also be
shared with CEO for a collective review surrounding the following three
recommendations, with a goal of implementation in Fall 2022:

e Determination of the starting salary within a classification salary range for
healthcare workforce job positions (Directive 1 (b)).

e Ordinance Position Authority (OPA) to make overfill and unlike placements on
budgeted items for healthcare workforce job positions (Recommendation 17).

o Flexibility to recruit and hire to backfill critical healthcare delivery roles when
employees are on a leave of absence exceeding three months or have restrictions
limiting their ability to perform customary job functions (Recommendation 18).

CEO has delegated authority to DHS on a pilot basis for Physician special step
placements and OPAs in recognition of DHS’ ability to complete the due diligence
required for these activities. Working collaboratively with the CEO, the Health
Departments will consider related metrics and tools as part of their responsibilities in
developing procedures and an audit framework to implement the Board directives for
healthcare workforce job positions, and also seek feedback from CEO for ongoing
accountability.

Additionally, DHR and the Health Departments will work to address internal processes
and external controls to responsibly suspend the County’s re-hiring process for critical
healthcare recruitments (Recommendation 9). The expedient implementation of this
recommendation will accelerate the rehiring process for experienced clinical staff, such
as nurses who may have explored other opportunities during the pandemic and now seek
to return to a DHS hospital setting.

The remaining recommendations being led by DHS for the three Health Departments are
all critical and the target is to implement further delegated authority within 2022.
Additional information on these outcomes and steps required to implement these
remaining recommendations will be included in future status reports.



Board of Supervisors
August 2, 2022
Page 5

If you have any questions regarding this report back, you may contact Jaclyn Baucum,
AHI Chief Operating Officer, at jpaucum@ahi.lacounty.gov.

JB:gh
Attachment

c: Chief Executive Office
County Counsel
Executive Office, Board of Supervisors
Department of Human Resources



ATTACHMENT A

AHI Implementation Plan: Investing in Strengthening the County Healthcare Workforce
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Recommendation & Key Steps (not in chronological order)

WORKGROUP: FINANCIAL INCENTIVES

AHI
CEO
DHS
Evaluate the feasibility of developing salary and benefit packages that prorate total DMH
l.a.i. | 2 [compensation for part-time employees, rather than prorating salary only. DPH

:::[a. Review and clarify the recommendation for developing salary and benefits packages for
: part-time employees.
«=:|b. ldentify priority classifications for which prorated benefits would be available to part-
- |time employees.
- ::7|c. Modify sub-title codes which define employment type and benefits to meet the Health
| Departments' needs.

-::1d. Identify salary/benefit packet options.
:|e. Seekinput from County Counsel and other internal County experts, as needed, to
‘|determine the feasibility of prorated benefits for part-time employees.
:|f. Determine labor implications and partner with unions as needed.
ig. Select potential salary/benefit packet options that are feasible and will help with
““|recruitment, hiring and retention of healthcare staff.

AHI
Develop a plan that creates additional flexibility in establishing total compensation CEO
packages to provide potential candidates with options for selecting among different salary [ DHS
and benefit packages that align with their personal preferences (part of recommendation DMH
l.a.i. 1 1) DPH
ckeela ) Assess how total compensation is established/offered in competitor (university and T
| private sector) health systems in comparison to LA County healthcare jobs.

-.:|b. Identify priority classifications that would be eligible for this additional flexibility in
- :|establishing compensation packages.
[ c. Create salary/benefit menu options.

««-|d. Determine labor implications and partner with unions as needed.
iiiii|e. Set implementation path.

AHI
Develop a structure based on department-specific metrics to allow for an increase of salary | CEO
differentials for those working in hard-to-recruit areas, such as correctional environments DHS
and services for people experiencing homelessness, to remain competitive with other DMH

l.a.i. | 3 [institutions. DPH
Siisinfiiiila. Identify hard-to-recruit positions for the Health Departments, including but not limited to |

the classification(s), geographic location, specific skillsets needed.

-::|b. Obtain and review salary survey data/information.
1
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Recommendation & Key Steps (not in chronological order)

c. Determine which compensation vehicles will best allow Health Departments to remain
-:::|competitive with other institutions (salary differentials, bonuses, other tools, both

s:::lpermanent and non-permanent) for hard-to-recruit areas.
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:|d. Seek input from County Counsel and other internal experts as needed.

- :|e. Determine labor implications and partner with unions as needed.

" |f. Create model of delegated authority for Health Departments to implement salary

; differentials with audit tool.

g. Health Departments to collaborate as needed with DHR Talent Management to post

s :”; examinations targeting hard to recruit jobs in order to cast a wide net of candidates.

1.a.i.

Offer more financial incentives or hiring bonuses to attract candidates for certain
positions, as well as a flexible manpower shortage recruitment rate to meet changing
market conditions which may be temporary or permanent.

AHI
CEO
DHS
DMH
DPH

--|a. Identify positions with higher vacancy rates or high turnover rates.

- ‘[b. Review internal and external salary and labor market data.

- |c. Update County Manpower rules, in addition to permanent tools, to create a flexible tool |
‘[toimplement incentives on a temporary basis due to changing market conditions (e.g., Covid|

-[Pandemic - premium recruitment rates, seasonal highs).

o d. Develop new financial incentives to attract well qualified candidates for identified

positions.

.:::le. Develop a process to receive blanket approvals for those vacancies identified to place
-:lincoming candidates on a higher step. The request for special step placements would

H ‘linclude the required information for candidates to be submitted to CEO.

.:|f. Seekinput from County Counsel and other internal experts as needed.

..:|g. Determine labor implications and partner with unions as needed.

|h. Participate in salary studies for those positions where salary inequities were found.

i:ili. Create model of delegated authority for Health Departments with audit tool.

1.a.i.

Provide loan repayment and tuition reimbursement for some classifications to maintain
competitive salaries and employment packages for comparable positions at other major
healthcare employers or to maintain equity within the County when funding is available.

AHI
CEO
DHS
DMH
DPH

well qualified candidates.

-::|a. Review existing loan repayment packages across Health Departments for equity to attract | =::::::

-:.=-:1b. Decide which classifications and which programs qualify.
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